The situation of the contemporary economic systems is based on their ability to ensure optimal response to the customer needs. There are several important groups of clients, who may determine development processes and who are recipients of public services. They include: residents, entrepreneurs, tourists, and State Treasury. Local governments are equipped with a range of legal instruments to provide public services addressed to the selected clients. The objective of this paper is to present the application of the AHP method to assess the significance of the selected categories of public services for different groups of clients in Poland. The results allow setting priorities for future policy and adjust the tasks to the specific expectations of each group of clients. The model of assessment of public services was built using the analytic hierarchy process (AHP). Since the 1970's, this multicriteria decision-support method has been used by researchers and practitioners in many areas of socioeconomic life. The case study presented in this paper involved 14 experts-public administration workers in one of the districts in Southern Poland. The survey consisted of two stages. First, they assessed-using the AHP-the influence of each group of customers on local development processes. The most important was "business" (priority 38.7%), followed by "tourists" (29.7%), "citizens" (26.1%), and "central administration" (5.5%). Second, they evaluated at the five-point Likert scale the influence of over 20 different public services with respect to different groups of clients. The results were aggregated using arithmetic mean and multiplied by the priorities of the clients. The synthesized final score indicated the most significant public activities overall, which were "roads" (4.16), "transport" (3.93), and "tourism" (3.84).
Introduction
The issue of assessment of public services is a part of the concept of good governance. This is a holistic theory, which describes the way of acting of public institutions in current, global, and complex environment (Weiss, 2000; Graham, Amos, & Plumptre, 2003) . Currently, it is very popular to look at this kind of organizations from the market point of view (Buchacz & Wysocki, 2002; Kelly, 2005) . One of the most important aspects of this approach is to assure high quality of public services, and of all processes in public administration. This subject attracted a great deal of attention from scientists and practitioners. Since the turn of the 21st century, the increasing number of investigations focused on the construction of general satisfaction indexes of the customers of public institutions has been observed in many countries, especially in Europe and North America (Fornell, Johnson, Anderson, & Cha Jeasung, 1996; Schmidt & Strickland, 1998; Moore, Clarke, Johnson, Seargeant, & Steele, 1998; Bouckaert, 1995; Charbonneau & Van Ryzin, 2012) . Importantly, it is not only about the customer satisfaction, but also about the effectiveness and efficiency of processes of producing and delivering public services (Boex, 2012; Rhys & Van de Walle, 2013; Kersting & Vetter, 2013) . These two dimensions constitute the basis for the holistic quality management. Such point of view should be taken in both operational and strategic process management. The process of improvement of the quality of public services should be based on their optimization from the perspective of different groups of customers. Therefore, it is essential to identify which of the public services is the key for citizens, companies, tourists, etc. It allows their realization in a way ensuring high customer satisfaction and appropriate level of financing. Institutions of local government in Poland have the capacity to reallocate some part of own revenues to those public services, which are the most important for the customers. In order to identify them, it is useful to prepare the rank of public services, with the use of, i.e., preference analysis and multiple criteria decision analysis (MCDA) methods.
The objective of the present research is to apply the analytic hierarchy process (AHP) method of assessment of the selected categories of public services with respect to different groups of clients-recipients of these services. Specifically, the paper discusses which public services provided by local government should be considered a priority, taking into account the importance of different customers and their satisfaction thereof. Subsequently, the following research questions have been formulated:
(1) What is the significance of the customers of public administration (recipients of public services) with respect to the district development processes?
(2) How powerful are public services to influence different groups of clients and their satisfaction (which, in turn, may influence their future financial decisions)?
(3) Which public services are the most influential and important for socioeconomic policy of the district, and therefore should be considered a priority in defining future development processes?
The above problems are clearly multidimensional and require consideration of various aspects. Thus, these research questions need engagement of proper decision-making methods. One of such methods is the AHP, the most widely used multicriteria decision-support tool allowing to solve a variety of problems (Saaty & Forman, 1992) . It was created in 1970's by American professor Saaty, and since then it has gained an increasing attention of researchers and practitioners. It has been applied worldwide by different organizations, including private companies and public authorities (Saaty, 2008) . It first decomposes a complex problem into a hierarchy consisting of goal, criteria, and decision alternatives. Then, judgments reflecting the relative importance DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 549 (preference) of these elements are collected from the relevant experts. Finally, weights (priorities) are calculated and the highest value indicates the optimal solution.
The AHP-based assessment presented in this paper has been implemented in the District Office of Nowy Targ, located in Malopolska region (Southern Poland) . This place has been selected due to the innovative approach to strategic and operational management reflected in specifications taken by local authorities, such as task-budgeting, project management, valuation of products served, and bonus system (such actions are usual in the private sector but not often in Polish public administration). In 2014, another project was launched aiming to develop a new strategic plan based on client orientation, project orientation, and benchmarking. One of the most important goals of this project was to identify the instruments of influence on the main groups of clients and subsequently to improve the competitive position of the whole district.
1
The paper not only demonstrates the application of the AHP in public administration, but also reports a real-life decision-making process. As such, it constitutes an interesting case study with implications for researchers and practitioners in modern public administration.
Key Aspects of Management of Public Services in Polish Local Government
One of the major challenges of Polish democracy after a transition period in 1989/1990 was introduction of the mechanism of local and regional governance. Local government reform (municipality level) was the main priority for the first post-communist government in September 1989 in Poland. It introduced elected local government only at the level of municipality (Municipal Government Act, 1990) . The upper tiers of territorial divisions were managed by state administration. It functioned till 1998, when the new upper tiers of local government were introduced. At present, there are three tiers of territorial governments: 16 regions, 315 districts, and more than 2,500 municipalities. At municipal and district level, local government is the only form of public administration, while regional tier has a dual structure, including elected regional government and a governor nominated by the Prime Minister with his own administrative apparatus (Bury & Swianiewicz, 2008) . The administrative reform of January 1999 was the next step in building the public administration structure with the engagement of regional and local communities. The legal conditions and related financial mechanisms create the possibility of the real influence of local authorities on different aspects of local and regional development processes. Each tier of local government has particular tasks to fulfill for local community and for other entities (i.e., State Treasury). Statutory tasks of the local government in Poland are specified in: Municipal Government Act, District Government Act, and Regional Government Act (Parliament, 1990; 1998a; 1998b) . As most of these tasks are mandatory, the governments cannot simply select the most needed ones.
However, local authorities may influence the efficiency of their performance and improve the quality of spending public money. There are also tasks, which are not obligatory, but stem from the adopted strategy. Thus, the catalogue of public services can be in fact broader and should be further extended in response to the current needs, budget, and competencies. The term public service can be defined as a task, which aims to produce certain public goods. They are addressed to the society and financed by public money (Sołtys, 2013) . Delivering them to the society should be based on a thorough analysis of the customer needs. Such analysis should start from studying these tasks and their effects and should be used as a tool to create the competitive 1 The implementation of AHP was a part of this project and was provided by authors of this paper.
DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 550 advantage of a territorial unit. High quality of public services constitutes a decent foundation for improving relations with stakeholders and making country/region/district/municipality more attractive for them (Osborne, Radnor, & Nasi, 2013) . Consequently, they can choose this territorial unit for living, investing, or visiting. One must remember that stakeholders are genuinely interested in public administration activity (Soma & Vatn, 2014) . The most important group of stakeholders is clients, who are direct users (recipients) of public services. Contemporary institutions are advised to identify different groups of clients, recognize and analyze their specific needs, and optimize public services to win on the very competitive markets of mobile resources (intellectual capital market and investment market) or tourists (Bobińska, 2012) .
In order to intensify development processes, it is necessary to optimize performance of public services for a particular group of clients. Different levels of local government involve various types of clients. Institutions of public administration of the region, district, and municipality have the specific scope of the services provided. In further analysis, it should be taken into consideration that there are two types of relations between public institutions and their customers, specifically:
 demand-driven, market based relations, in which the customer can assess the quality of public services provided by regional or local government and respond to it, for example, a company looking to invest perceives his relationship with the local authority as a criterion determining his investment decisions;
 forced by regulations, included in legal directory, such as the relationship between central administration and local authority. In Poland, local and regional governments provide certain public services for central administration, e.g., by managing the real estate of state, treasury, public safety, national defense, education, and public health.
Methodology

 -Basic Information About the AHP and Its Application in Decision-Making
The AHP decomposes a complex multifaceted problem into a hierarchical structure consisting of the goal (at the top of the hierarchy) and criteria and decision variants (alternatives, at the bottom of the hierarchy). In most cases, criteria are divided into sub-criteria. Such a four-level hierarchical model presented in Figure 1 is used to structure a majority of decision-making problems. Some problems require more sophisticated hierarchies, consisting of other elements, such as stakeholders, their objectives, environment, and many others (Saaty & Forman, 1992) . Once the hierarchical model has been DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 551 structured, decision makers or experts make pairwise comparisons for each level of the model, using the bipolar nine-point fundamental scale, from "1" indicating the same importance (preference, likelihood) of two elements A and B, to "9" which corresponds to the extreme dominance of A over B (or B over A, respectively) ( Figure 2 ). Pairwise comparison is the process of comparing the relative importance, preference, or likelihood of two elements ("children") with respect to an element at the level above (parent node). In the AHP, it is always the bottom-up process. Specifically, criteria are pairwise compared with respect to the goal, sub-criteria with respect to the "parent" criterion, and alternatives with respect to each sub-criterion (or to the criteria, depending on the model). Pairwise comparisons are conducted for all the parent/children sets of nodes (Saaty, 2003) . The use of pairwise comparisons is one of the major strengths of the AHP to derive ratio scale priorities and is more efficient than traditional approaches of assigning weights (Saaty, 2001) . The input of the comparison of each element i with each element j is put in the position of a ij in a square matrix A: ...
Each judgment represents the dominance of an element in the column on the left over an element in the row on top. The analysis answers two questions: (1) Which of the two "children" elements is more important (preferred, likely) with respect to a "parent" element; and (2) how strong this importance/preference/likelihood is. One matrix produces "local priorities" (weighs) of the children nodes with respect to the parent. There are several methods of deriving priorities and the easiest one is to use dedicated software, such as super decisions (Saaty, 2003) . Priorities can be also calculated manually with the support of a spreadsheet, using matrix multiplication, geometric mean, or arithmetic mean. The geometric mean is used quite frequently in the literature, although it was criticized as being inaccurate for more than three elements compared at once (Saaty, 2012) . Mathematical background of the AHP can be found in numerous papers and books of Saaty (2000), for example. Since a majority of real-life decisions are made in the group settings, not by a stand-alone decision maker, the AHP was designed as a group-based method. Individual judgments are aggregated into the common group priorities. It can be performed in different ways, of which two being the most widely applied: (1) the aggregation of individual judgments (AIJ) and (2) synthesizing individual priorities (AIP). It has been suggested that the choice of a procedure depends on whether the group acts together as a unit or as separate individuals (Forman & Peniwati, 1998) . The AIJ is the most appropriate when the group acts in synergy, while AIP is used to aggregate final priorities of independent respondents. In the two cases, both geometric and arithmetic means are used for aggregating the results. However, geometric mean is recommended as more DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 552 consistent with both judgments and priorities of the AHP. In the case of the group members not being of equal importance, a weighted geometric mean can be used with the AIJ or weighted geometric or arithmetic mean with the AIP (Saaty & Peniwati, 2007) .
Alongside calculating priorities, the AHP requires testing consistency of pairwise comparisons. The consistency test is based on the consistency ratio (CR), which allows a certain level of acceptable deviations (CR < 0.1). When a pairwise comparison matrix fails to satisfy the consistency requirement, revisions have to be made by the respondents. The main source of inconsistency is the redundancy of judgments inherent in all possible combinations of pairwise comparisons made within a group of elements, for example, nine criteria require 36 judgments, and it is difficult to keep consistent such a large (and in fact redundant) number of comparisons (Prusak & Stefanów, 2011) . In case of a large number of decision alternatives, it is possible to use a 5-point Likert scale instead of pairwise comparisons (Prusak & Stefanów, 2014) . A tendency to obtain inconsistent judgments is one of the most frequently discussed disadvantages of the AHP (Alonso & Lamata 2006; Apostolou & Hassell, 1993; . Another major weakness is a rank reversal (Millet & Saaty, 2000; Saaty & Sagir, 2009; Schenkerman, 1994) . However, the AHP has also many advantages, including the use of hierarchical structure to represent complex problems, combining tangible and intangible elements in one model, and the possibility of using the AHP with other multi-criteria decision support methods and tools, such as DEA (Lee et al., 2011) , TOPSIS (Yu, Wang, & Gong, 2013) , ELECTRE (Kaya & Kahraman, 2011) , PROMETHE (Turcksin, Bernardini, & Macharis, 2011) , and Delphi (Vidal, Marle, & Bocquet, 2011) , to name but a few examples. On top of that, the AHP can be used to solve a broad range of decision problems. There have been several attempts to review the literature concerning different AHP applications, for example, in the work of Vaidya and Kumar (2006) . Over 400 examples of hierarchical models have been collected and discussed by Saaty and Forman (1992) . The presented hierarchies belong to a variety of categories, including economics, business strategy, military and defense, healthcare system, and public administration. Nonetheless, there are no literature examples regarding the use of the AHP method in public administration from the client perspective, as was proposed by the authors.
Research Procedure and Results
Implementation of the AHP method in the Nowy Targ District Office was carried out according to the following procedure:
 step 1: building a group of experts;  step 2: identifying a list of public services provided by the analyzed district based on the legal directory and strategic goals analysis;  step 3: identifying a list of the main clients based on the list of services;  step 4: judgment of the significance of each group of customers with respect to the district development processes;  step 5: assessing the scale of influence of public services on each group of the customers;  step 6: identifying public services the most important globally, from the perspective of the future policy of socioeconomic development of the district.
Step 1 implies that the research was part of a real-life decision-making process. The group of experts participating in the experiment consisted of 14 managers of high and medium level representing different departments and units of the District Office in Nowy Targ, engaged in the preparation of a new strategy of the DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 553 district. The survey was conducted during their regular meeting. The number of participants in the similar AHP studies ranged from four (i.e., Tavana, Kennedy, Rappaport, & Ugras, 1993) to over 30 (i.e., Meesapawong Rezgui, & Li, 2014) . Although the AIJ procedure was more appropriate for such a uniform group (consensus-based, AIJ using the same questionnaire for all the respondents), they preferred to complete the questionnaires individually. In this case, the separate models have been constructed and AIP procedure (aggregation of individual priorities) was applied.
In step 2, the participants were asked to verify different legal acts and strategic goals to identify public services that are obligatory (by law) or intentional (due to their importance for the strategy). As a result, a list of 22 services has been prepared ( Table 1) . Subsequently, in step 3 the experts specified for whom the above services are provided. As a result, four groups of clients have been identified (Table 2) .
The above list allowed creating a simple, three-level AHP model verified in step 4. The main decision goal was built around the following question: Which client (business, citizens, tourists, or central administration) should be the main focus of the socioeconomic policy of the District Office in Nowy Targ? These categories of clients constitute the criteria of the AHP model. Based on this model, the questionnaire was prepared and the study was conducted among the aforementioned experts. They were asked to assess the significance of the customers using the nine-point pairwise comparison scale. The resulting priorities are presented in Table 3 . Two groups of customers being very significant (business and tourists) are, in fact, those for whom it is necessary to create or redefine the existing tourism-related public services. Interestingly, those related to tourism are not obligatory public services, but are defined based on the analysis of strategic goals. In case of business, some of the existing services (i.e., roads and labor market) should be redefined, taking into account the real needs of this group of customers. Most of public services delivered by local administration are addressed mainly to citizens. Surprisingly, this group of clients has been indicated only in third place in the ranking. Furthermore, some of the services addressed mainly to citizens (ex., sport education and environmental 2 The priorities were aggregated using the AIP procedure based on the arithmetic mean of the results of 13 participants (one questionnaire was rejected due to incomplete and inconsistent data). The last column reports the average value of consistency index (CR). It indicates that most experts were rather consistent, nine respondents having CR < 0.2 (including six experts with CR < 0.15, and three experts having CR < 0.1). 3 Aggregated priorities of the clients.
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During the next round (step 5) the experts evaluated public services with respect to each group of clients. They answered the following question: What is the significance of a public service with respect to business, tourists, citizens, and central administration (taking into account the specific needs of each client)? In this step, a simplified procedure was used to assess the services. The number of elements was too high for the AHP pairwise analysis, as it would give 231 combinations of pairs and result in extremely high inconsistency. Thus, participants were asked to assign values from 1 (negligible influence) to 5 (very strong influence) of the public services for each group of clients. Such simplification is recommended, if it is impossible to reduce a large number of decision alternatives (Prusak & Stefanów, 2014) . Using the nine-point scale would be impossible for 22 variants, as the maximum number of the elements being compared at once should not exceed nine (Miller, 1956) .
The results of this analysis are summarized in Figure 3 below. It provides information on the public services with respect to each group of clients. Due to the size restrictions of the paper, it is limited to the services with grades 4.0 and higher. For the clients of business category, the key services are roads, architecture, and labor market. Development of road infrastructure and keeping public roads in good condition are in fact the main tasks of the district. High quality roads are key in running a variety of business activities. It is of particular importance in mountainous regions with high tourist potential. The reported district is part of such region. As regards another key service-architecture, the district should develop administrative procedures facilitating investment operations. An important factor in running any business is the labor market. In this respect, the appropriate mechanisms should be developed to match labor supply with demand generated by enterprises.
In case of tourists, four key public services have been defined. First of them, tourism, is about defining the appropriate tourism development policy of the district. It is not the obligatory task of local authorities and as such, not included in legal directory. However, due to specific tourist attractions and the strategic goals of the district, this service is of crucial importance. It should be supported by other public services addressed to this group, such as culture and sights, roads, and public transport, which may further improve the attractiveness of the region.
Public services of particular importance for citizens are education, public transport, and roads. These services are used by inhabitants on a regular basis and therefore directly influence the quality of life. Secondary level education is one of the most difficult and expensive tasks of the district. Educational programs should be correlated with local labor market and correspond with the requirements of higher education. Public transport and roads determine safety and comfort of movement within the district. There are two explanations of why these services are weighted as very important. Firstly, the district is located in mountain area, where the requirements regarding the quality of the roads are very high due mainly to the difficult weather conditions prevailing for most of the year. Secondly, the district struggles with the seasonal flow of traffic, increased further during the weekends, due to the intensive movement of tourists.
As regards central administration, the service pertaining to real estate of central administration is about the real estate management (buildings and plots), such as, control of their use and the process of sale. This public service brings significant income for the district. In step 6, the results of the previous steps have been synthesized in order to determine which of the 22 public services are the most important in general (globally) taking into account all groups of clients and their importance (Table 4) . To obtain this information, the aggregated priorities of the clients (w1, w2, w3, and w4) calculated in step 4 were multiplied by the mean value of the influence of public services on the perceived satisfaction of these clients, evaluated at the five-point scale. The final scores indicate which public services are the most significant for the policy of socioeconomic development realized by the District Office of Nowy Targ.
The most important public service is roads. Other public services of high importance include public transport, tourism, sport education, environmental protection, culture, and sights. All these services correspond to the specific (mountain) character of the region and determine its tourist attractiveness. Notably, tourists are strongly related to business customers, as the development of tourism is of fundamental importance for the local economy and provides budget revenues that enable the local authorities to optimize the quality of public services. The district strategy also assumes that income from tourism should provide a target level of the citizens' wealth.
Conclusions
The paper presents one of the first attempts to implement the AHP method in a real-life decision-making, strategic management process in public administration in Poland. The results of the analysis were used in the document Socioeconomic Development Strategy of the Nowy Targ district for the years 2015-2022. It is one of the few examples of adopting the customer-centered approach to development of such strategic document by local authorities in Poland. Thus, the study should be perceived as an innovative case with application potential in this area in Poland.
The ranking of the importance of public services with respect to particular groups of clients ( Figure 3 ) as well as globally (Table 4 ) may be used as suggestion for future development policies (strategic level) and customer satisfaction surveys (operational level). These also allow drawing conclusions as regards potential changes in the existing organizational structure of the District Office, for example, employment and delegation of responsibilities should be proportional to the relevant importance of public services. However, the latter suggestion is difficult to implement in practice. Polish legislation adopted the formula, which imposes regional and local administration to specific tasks, not problems to be solved. Subsequently, legal directories provide the rigid list of services, alongside with the source of their funding. It hinders freedom, and thus also more effective and efficient resource allocation, tailored to the identified strategic needs, for example, tourism is one of the public services that can be funded mainly from the district own resources or from external sources (i.e., EU funds), but there is a small amount of money from central government. The similar situation is in the case of other services. Therefore, local authorities should secure additional funding, if they want to change the way of providing services, optimizing this process to the individual priorities.
To sum up the study, several methodological conclusions should be drawn. The AHP method applied in the reported case study is in an advanced stage of its life cycle. Numerous examples of the AHP use and very sophisticated examples of implementation and suggestions for the AHP research procedures are widely described in the world literature. Thus, the present paper did not intend to produce an additional value from methodological point of view. However, there were identified and formulated certain postulates as regards application potential and further implementation of the AHP in public administration in Poland. They have more general character and are valid for other sectors, too. These are as follows:
One of the major challenges and key aspects of the procedure of the AHP application in practice is the identification and selection of experts, as well as the method of conducting the survey. In the reported study, DIFFERENT GROUPS OF CUSTOMERS OF POLISH LOCAL GOVERNMENT 558 group meetings of managers of high and medium level were used.
The four categories of clients used in the analysis (business, citizens, tourists, and central administration) may be too generic. It would be useful to divide these groups into further subcategories, i.e., business including big companies and SME's. It will allow being more focused on the specific needs of the customers and addressing the public services more efficiently. The authors will consider it in the subsequent studies.
The implementation of any method to the management practice requires consideration from the perspective of its complexity and time. In general, people do not like complex and time-consuming analyses, which do not create value added to the efficiency of the existing processes. Consequently, these are not implemented or their results are useless. From this perspective, the procedure demonstrated in the present research seems to be optimal with respect to the complexity and time.
